





















































various parts of downtown Indianapolis, once new corri-
dor initiatives have been introduced (this may occur in or
beyond the ten year plan period).

Tier 4: Commuter Express

Short Term

As outlined earlier, conditions are favorable for establish-
ing a network of commuter express services linking the
region with downtown Indianapolis, the most transit sup-
portive employment center in the region.

The commuter express service network is currently lim-
ited to one service from each of the Fishers and Carmel
communities. However, these were established as pi-
lot services with fixed term funding due to expire in late
2010. It is important that new funding be found to con-
tinue running these successful existing Carmel and Fishers
commuter express routes. There is no funding available in
the short term within the Network Evolution Plan. It must
be secured from other sources, and this should be a high
priority action.

Mid Term and Long Term

Based on market analysis, there appears to be sufficient
potential demand to warrant additional commuter express
routes for communities such as Noblesville, Greenwood/
Franklin, Avon/Danville, and Plainfield. Sufficient new
funding for such services is first likely to become avail-
able in the mid term. Other growing communities beyond
Marion County appear likely to have much lower trav-
el demand to downtown Indianapolis and therefore are
more suited to alternative travel models such as van pools.

Service Level

15 minute bus service

Fishers
30 minute bus service
Whiteland

Noblesville
Anderson

Brownsburg

Potential vanpool service

Within Marion County there are also locations where
peak express bus services to downtown Indianapolis may
be successful, such as at major retail/commercial nodes
where surplus parking is available for establishing formal
Park and Ride lots.

The following locations are suggested as origins for pi-
lot new express services to downtown Indianapolis from
across Marion County, and have been included in the mid
term phase of the Network Evolution Plan based on the
expectation of additional funding being available in this
phase:

Avon, Danville, Center Township (Hendricks)

Carmel, Westfield

Greenwood, Franklin, New Whiteland,

Plainfield, Mooresville, Guilford Township
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Express Markets Express Markets

Fishers
Plainfield, Mooresville, Guilford Township
Noblesville
Avon, Danville, Center Township (Hendricks)
Carmel, Westfield

Center Township (Hancock), Greenfield

Greenwood, Franklin, New Whiteland, Whiteland

Lebanon, Center Township (Boone)

Anderson

Brownsburg

Center Township (Hancock), Greenfield

Lebanon, Center Township (Boone)

Figure 4.3: Service Level Breakdown

e Traders Point

e Lafayette Square Mall

e \Washington Square Mall
¢ Glendale Mall

e Keystone at the Crossing
e Castleton Mall

e Lawrence Town Center

These routes would be retained in the long term only
if they are successful in attracting reasonable ridership.
These express services, and their regional commuter
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Facility Planning

As outlined earlier, enhanced facilities will be a key part of
enhancing the overall passenger experience. The follow-
ing are opportunities to enhance facilities for the IndyGo
transit network. Due to the required funding and plan-
ning for implementing these, most would be expected
to occur in the mid to long term phases of the Network
Evolution Plan.

Sidewalks The City of Indianapolis is understood to
be planning a major investment in new sidewalks.
This will be crucial to improving access to IndyGo.
The MPO should work with the city to ensure key
bus corridors are priorities to receive sidewalks where
none exist today, with enhanced access to supporting
local bus routes following in a second phase.

Shelters and Stop Amenities While IndyGo has a
regular program of implementing bus stop shelters,
additional effort will be required to fund upgraded stop
facilities beginning with the key urban arterial corridors.
The Rapid Bus initiatives proposed in the long term
provide further opportunities for such investment. In
addition to shelters, the long term may bring additional
funding for items such as new technology in the form of
real time information at stops. These items will require
ongoing maintenance and IndyGo with the MPO should
ensure that responsibilities are clear and funds adequate
for this work.

Park and Rides and Transit Centers New key transit
network nodes will emerge more clearly as IndyGo
transit services are increased. These will include
transfer locations and Park and Ride lots. Funding
should be set aside for building enhanced facilities at
such likely locations as shown on Map 4.5 below. The
expanded commuter express bus services in the mid
and long term will require new Park and Ride facilities,
though many will be possible joint ventures with
existing retail centers. There will be ongoing leasing
and maintenance costs needing to be budgeted for
such new facilities. Downtown Indianapolis will also
likely be provided with a new transit center facility
for IndyGo services during the life of the Network
Evolution Plan.
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e Operating Speed Enhancements Some capital

funds should be allocated for new technology such
as transit signal priority as well as new transit priority
lanes at intersections and along key urban arterial
corridors.

The plan overall shows a threefold
increase in many metrics in the long
term, bringing the size of the regional
transit system more in line with its peer
systems. Growth of this size will require

careful management.




FUTURE TRANSIT HUBS & TRANSIT INVESTMENT CORRIDORS

Noblesville
Station

Keystone at

. the Crossing

% Castleton
Station

Future Transit Hub

Future Rail Station

Proposed Bus Network

Northeast Rail

County Line

Updated: November 2010 MDJ

Map 4.5: Future Transit Hubs & Investment Corridors
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Implementing the Plan

This section reviews the process of implementing the
Network Evolution Plan.

Short Term

The short term plan can be implemented within the ex-
isting resources, these being the operating, capital, and
financial resources available to IndyGo as of February
2010. Increased service proposed for the Washington,
10th, Meridian, and 38th Street corridors in this phase
can be accommodated through revised service levels
on many supporting local and basic coverage routes,
as outlined earlier. These three corridor enhancements
could be implemented either in one package or in sepa-
rate stages. The implementation in one package limits
the disruption of associated changes to just one ser-
vice change, while introducing all of the plan’s benefits
sooner.

The short-term implementation does not rely on a new
major facility or any fleet increase, though ongoing im-
plementation of new shelters, sidewalks etc. should
continue under existing programs throughout the short
term and subsequent plan phases. The short term phase
is unlikely to see any significant transit priority or real
time information implementations, though planning for
these should be well advanced by this stage.

Implementation of the short term changes would re-
quire a hearing process for changes of this magnitude.
However, once this process is completed, implemen-
tation can follow within a reasonably short period,
allowing for sufficient time for internal and public docu-
mentation to be prepared and distributed.
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Mid and Long Term

The mid and long term improvements require significant
new staff and fleet, which will need to be coordinated
with the availability of funding, as well as construction
of significant new fleet and training of new operators,
and delivery of supporting infrastructure such as new
bus shelters and information signage. The fleet growth
will also require a new operating base.

All of the above factors require that such implementa-
tion be phased in over a number of years, both for the
mid and long term phases. This plan does not outline
suggested phasing of each term. This would be more
appropriately conducted closer to the implementation
years, allowing for further review of population growth
and existing service performance to ensure best use is
made of any new funding. The phased approach also al-
lows for adjustments to earlier implementations based
on factors such as ridership response.

Service Standards —
Managing the Network

Background

The IndyGo transit network already has a set of guidelines
for managing services. This service standards document
provides IndyGo with both service guidelines (deploy-
ment and design warrants) to guide development and
refinement of the transit network and services; and ser-
vice performance standards to be used in managing the
IndyGo transit network to continuously improve service
quality, productivity, and financial performance.

This section discusses possible enhancements to IndyGo's
existing service standards that could help the agency
manage services in the future.

Service Guidelines

Market Conditions

A key determinate of what transit service can be sustained
in each part of the IndyGo service area is the underlying
market conditions. Key market indicators include pop-
ulation and employment densities, transit dependent
population indicators such as low income and low ve-
hicle ownership densities, and population segments such
as working age youth/students and seniors traditionally
more likely to need to use transit. Linear corridors with
high travel demand are also good indicators of where
transit services will attract higher ridership.

Within the IndyGo service area, the downtown area (be-
tween I-65, I-70, Miley Avenue, and 16th Street) has the
highest population and employment densities, transit-ori-
ented demographics, and high travel demand volumes
which can sustain moderate to high levels of fixed route
transit service. This includes both major core bus routes
on key arterials as well as supporting local bus service on
local streets.

Service Tiers

The IndyGo system is recommended to expand its defi-
nition of local bus services to include four main tiers of
service that respond to the varied market conditions pres-
ent across the service area.

These were outlined earlier in this report.

1. Key Arterial Corridors
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2. Supporting Local Services
3. Community Circulators
4. Commuter Express Services

The purpose of the above service tiers is to recognize
the different levels of service each tier can successfully
sustain. Each will be reflected in having different service
levels (frequencies and spans).

Key arterial corridors will be the first priority for addition-
al investment in service levels, in particular to implement
spontaneous use (10 min. or better) frequencies.

Local service will feed demand to or from the key arte-
rial corridors and major network destinations. They will
generally support at least 30 minute peak, 60 minute off
peak service and can be increased in response to higher
demand. This category includes basic coverage services
operated where no other service exists within reasonable
proximity but market is only able to support minimal ser-
vice levels.

The market-based services are developed for circumstanc-
es where all day regular fixed-route transit services are not
required but service is warranted during selected time pe-
riods to meet specific high volume travel demand. This
category includes tiers covering community circulator and
commuter express services, and shuttle operations such as
IUPUI — downtown Indianapolis. Like any other tiers, these
are subject to minimum service levels and performance
standards consistent with their various markets served.

Stop Spacing

During a recent bus stop sign replacement program,
IndyGo developed the following guidelines for minimum
stop placement distances:



_ Spacing Typical

Central Business

District 300 - 1,000 ft 600 ft
Urban Areas 500 - 1,200 ft 750 ft
Suburban Areas 600 - 2,500 ft 1,000 ft

Figure 4.6: Stop Spacing

As highlighted earlier in this report, most IndyGo routes
now have these very close average stop spacing, which
could be problematic with associated very slow transit
operations leading to failure to increase ridership sig-
nificantly. Stop spacing requirements will be important
in balancing acceptable travel times and convenient ac-
cess to bus stops. It is suggested that a standard of 0.2
mile (1,000 ft) spacing for key corridor services, with
minimum 0.15 mile (800 ft) spacing be adopted for
supporting local and basic coverage routes. Commuter
express services should serve a maximum of two Park
and Ride stops and four downtown stops. New stop
spacing standards should be implemented as the neces-
sary sidewalk infrastructure becomes available.

Route Spacing

Route spacing of 8-10 blocks appears to make transit
more sustainable in Indianapolis. However, as highlight-
ed earlier in the report, past history and current network
services are spaced 4-5 blocks apart in many urban ar-
eas. More emphasis has been placed on this greater
coverage than on services frequencies available to each
route. There are some underlying factors which have
supported maintaining coverage as first priority, includ-
ing lack of sidewalks throughout much of the city, and

the city policy of not snow plowing minor streets. These
factors impede access to alternative service.

As service levels are increased on key corridors, some
adjacent local routes will likely decline significantly in
performance as more riders move to the key corridor ser-
vice, while others may retain sufficient ridership to meet
minimum service performance standards. This issue will
require careful monitoring on a route by route basis as
service improvements are made to key corridor services.

Service Performance Standards

Service performance standards may be measured using a
number of industry best practice key performance indi-
cators (KPIs). These fall into two distinct groups, the first
focused on efficiency and effectiveness, the second on
service quality.

The following four key measures are discussed below:

o Efficiency and Effectiveness:

» Passengers per Revenue Hour (service
effectiveness or productivity)
» Subsidy per Passenger Boarding (cost

effectiveness)
e Service Quality:
» Service speed
» On-Time Performance (service reliability)
» Load Standards (service comfort)

IndyGo should regularly review service performance
against these service metrics to help maximize rider-
ship and system sustainability, through matching service
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demand, supply, and maximizing quality within the fi-
nancial and operational capacities of the agency.

Summary of Measures

Service Efficiency and Effectiveness
Measures

Passenger per Revenue Hour

This KPI measures service effectiveness or productivity
based on ridership generated for each hour of service
operated. There are different expectations for each ser-
vice tier, with each market-based service having their
standard set in line with market expectations.

Service Type PPH Standard

Key Arterial Corridor Services 30

Supporting Local Services/ 15
Community Circulators

Commuter Express Services 25

Figure 4.7: Passenger per Revenue Hour

Subsidy per Passenger Boarding

This KPI measures the service cost effectiveness as de-
fined by the net additional operating cost to IndyGo per
passenger beyond the average passenger fare.

: Subsidy per
Service Type Passenger Standard

Key Corridor $2.50
Supporting Local Services/ $5.00
Community Circulators ’
Commuter Express Services $5.00

Figure 4.8: Subsidy per Passenger Boarding
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All measures above should be viewed as lower lim-
its. Every effort should be made to continuously
improve service so that limits can be revised to reflect
such improvements. Measures should never be moved
downward, though reporting can reference underlying
systemic conditions (recession etc.) that may help explain
systemwide performance declines.

Service Quality Measures
The following measures are important to monitor in
terms of both service design and delivery quality.

Service Speed

This KPI measures service speed as scheduled. The mea-
sure is calculated by dividing in actual platform hours
(time buses are in service including trip and layover
time) by revenue miles for each route. This measure is
important to be monitored as services need to main-
tain reasonable speed to retain and grow ridership.
Efforts in areas including stop spacing, management of
intersection congestion, street supervision, and opera-
tor training are all required to maintain higher service
speeds (through limiting delay).

Service Spoed

Arterial BRT Bus 18-21 MPH
Core Arterial Route 15-18 MPH
SupportinglLocaI Services/ 12-15 MPH
Community Circulators
Commuter Express Services 30 MPH

Figure 4.9: Service Speed

On-Time Performance

This KPI measures service reliability as defined by adher-
ence to the published service schedule within a range of
up to one minute early to five minutes late.

In order to achieve targeted on-time performance, which
is measured at timepoints, service running times need to
be calibrated regularly based on existing conditions and
best practice operations to achieve the schedule adher-
ence standard.

IndyGo already has a high KPI for on time performance,
which may prove achievable with a modified approach
to scheduling services through the downtown loop (the
current loop system without layover leads to unreliable
outbound departures).

On-Time Standard

Bus 90%

Figure 4.10: On-Time Performance

Load Standards

This service quality KPI establishes load standards for var-
ious vehicle types. These emphasize the acceptability of
some patrons standing for short distances during peak
periods, while ensuring seating is available for all riders
during normal off-peak conditions.

Service Standard

Local Bus Services 125% during peaks

Commuter Express Services 100% during peaks

Figure 4.11: Load Standards
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Any vehicle operating at high-speeds on highways for
extended distances requires all passengers to be seated,
reducing the maximum load on these services to 100
percent of seated capacity.

While loads are typically not a problem area for IndyGo
now, this may change as service expansion fuels rider-
ship growth. It will be important to monitor loads during
this period of expansion.

Reporting

The reporting of the above measures should occur for
each period between service changes (e.g. three per
year). An annual report with recommendations respond-
ing to the past year’s performance should be compiled
for approval in time for implementation of improve-
ments each fall service change.

This process of monitoring will be especially important
in tracking service performance over the life of this plan
to determine if it has met its objective of a regional tran-
sit system with significantly but sustainably increased
ridership.



